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The telecommunication industry witnessed rapid changes 
and development in the past decade. An advancing technology 
has made available a wide range of new communication 
products. On the other hand, the worldwide deregulation of 
the industry has led to increasing competition in the 
market. 
Hong Kong Telephone is a traditionally technology 
driven company which holds a monopoly position in the local 
telecommunication industry. The marketing concept has never 
taken root in the company's management philosophy. Its 
business was protected by the franchise as well as the ever 
growing demand for communication services throughout the 
years. 
This however does not mean that a proper market 
orientation is unimportant to the company. The present case 
study on the launching of VideoLink, which is a completely 
new service, illustrates how a lack of marketing concept 
affected the conduct of the marketing functions. Only 
limited progress was achieved in its market development. 
Analysis shows that there is no clearly identified marketing 
objectives and consequently an absence of a well coordinated 
marketing plan. 
A further investigation indicates that the marketing 
ineffectiveness could likely arise from three major causes, 
viz. the traditional technology emphasis, the monopoly 
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position and the organisational constraints of the company. 
A review of the VideoLink market profiles help to 
identify some market segments as prime targets for future 
development. Certain strategic recommendations are proposed 
as possible directions for reformulating the marketing 
program. Nevertheless, it is emphasised that the ultimate 
solution to the marketing problems requires an adoption of 
the proper market orientations and marketing concept 
throughout the company. 
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Proliferation of New Products 
The telecommunication technology has undergone rapid 
development in the past decade. With the advent of new 
technology, numerous advanced communication products and 
services can now be offered. On the other hand, there is a 
worldwide trend in deregulating the telecommunication 
industry to allow more market competition. 
The combined effects of market forces and ever 
advancing technology in the telecommunication field has made 
available improved and sophisticated services to the general 
public. New innovations are introduced to the market at a 
quickening pace. In many cases the technology development 
actually goes faster than the market absorption of the new 
products. Companies are often bewildered by the slow 
diffusion of their products in the market despite the 
apparent appeal of their powerful capabilities. 
Many studies indicate that the problem arises not 
because of product deficiencies but, instead, is more 
related to marketing ineffectiveness. A good marketing work 
will greatly help to foster public acceptance of the new 
technologies, thus supporting the market growth. 
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Impact of Market Forces 
But how about the case in Hong Kong? The local 
telecommunication service is still dominated by Hong Kong 
Telephone which holds the monopoly franchise. Does this 
mean that the role of marketing planning is less important 
here? 
This kind of belief would be greatly misleading. 
Though Hong Kong Telephone currently monopolizes the local 
telecommunications business, this does not mean that 
广， 
marketing has no role to play. Following considerations 
illustrate the need for a marketing orientation. 
(a) Firstly, the monopoly cannot be regarded as a 
perfect shield. Because telecomimnication services 
are developing so rapidly, many of the new 
developments are not defined in the existing 
franchise terms. It is therefore not unexpected 
that some new services which lie outside the scope 
of the franchise become major battlefields for the 
telecommunication industry. A significant example 
is the category of value-added services, such as 
data communication service, which has proved to be 
an important growing business. 
(b) Secondly, the worldwide trend of opening up the 
telecommunication market did not bypass Hong Kong. 
Government has been facing pressures from the 
private sector which urges for more competition in 
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the telecommunication business. Actually the 
government did accept this development direction and 
is taking steps to introduce more market forces. 
For instance, the booming mobile communication 
business is already characterised by fierce market 
competition. Establishment of a second network in 
Hong Kong has been the adopted government policy, 
despite the recent complications in the Cable TV 
t 
issue. Furthermore, the current franchise held by 
Hong Kong Telephone is due to expire in 1995 and the 
government is still reviewing the possible 
alternatives after that time. 
(c) There is a more fundamental consideration behind the 
subject, i.e. the role of marketing concept as one 
of the most important philosophy that guides 
businesses today. Regardless of the market 
structure, be it characterised by monopoly or 
competition, a proper market orientation will only 
benefit the corporation in better understanding the 
market and serving its customers. This ultimately 
expands the business. Without the marketing 
concept, a business loses direction and is likely to 
fail in the market. For the innovative 
telecommunication industry, this marketing role can 
only be more important because of the unfamiliar 
nature of the changing market environment. 
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The Case of New Service Launch 
The current project aims to study this important role 
of marketing through the case study on a new service 
launched by Hong Kong Telephone. The service selected for 
• 
analysis is VideoLink. VideoLink is an advanced service 
which allows the concurrent transmission of video images in 
full motion, broadcast quality in addition to the voice 
communication provided by normal telephone lines. The 
service has a wide range of applications, such as in 
video-conferencing, monitoring & surveillance, video 
productions, product presentations and remote training. 
This VideoLink service has been launched to the local 
business community for over a year. Despite its convenience 
and powerful applications, the market can at best be 
described as a creeping growth. Product acceptance is not 
high and many people are simply not aware of its 
availability in Hong Kong. 
The case study begins with a market profile analysis 
and strategy review. Some possible reasons for the 
slackened growth will be identified. These marketing 
problems will be explored in relation to the corporate 
nature of Hong Kong Telephone as a technology driven public 
utility company. Finally, some strategic recommendations 
will also be suggested for a re-formulation of the marketing 
program. 
The VideoLink case will illustrate how marketing work 
is done in a public utility which is traditionally 
technology driven, and points out new marketing directions 
based on a more properly market driven approach. It is 
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admitted that having a market orientation alone cannot 
guarantee a successful business, but it certainly provides a 
better basis to achieve this goal. 
Outline of Study 
Chapter 2 introduces how information is collected for 
the case study. The need for a multi-dimensional approach 
in business research is discussed and the methods used are 
described. Chapter 3 provides an overview of the local 
telecommunication market. The background of Hong Kong 
Telephone Company, and its strengths and weaknesses, are 
introduced. Development of the VideoLink service is 
reviewed in Chapter 4. 
A detailed assessment of the VideoLink marketing 
profile is contained in Chapter 5. Following this will be 
an analysis and evaluation of the marketing program. The 
perceived marketing problems will then be explored in 
relation to the nature and tradition of the company. 
In practical business applications, no research can be 
regarded complete if it is not followed by the appropriate 
policy recommendations. This crucial part is covered in 
Chapter 7, which offers some strategic recommendations for 
setting the new marketing directions. Finally, some general 
implications on the role of marketing concept will be 
highlighted. 
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CHAPTER 工 1 
METHODOLOGY 
Multi-dimensional Approach 
In any kind of research, gathering the essential 
information effectively is the first and foremost step 
before subsequent analyses. This also holds true for a 
business research, which actually involves additional 
complications due to many practical concerns. Quality of 
the research information ultimately determines the quality 
of the analysis and business decisions. 
In choosing the research methods for this VideoLink 
case study, following factors are taken into consideration : 
(a) It is unlikely that, in real life business problems, 
a single research method can address all the 
information needs. Multiple channels have to be 
employed to gather sufficient useful information for 
a comprehensive and objective analysis. 
(b) There are a number of constraints that affect the 
choice of information collection methods as well as 
the scale of study. They include : 
- L i m i t of time 
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- Resources and cost constraints 
- Manpower restriction 
The optimum method, besides being effective, has to 
.operate within these practical limitations. 
(c) There is an added problem of keeping commercial 
confidence while doing a business research. Often 
the right information is not accessible to the 
researcher. Alternatively, some information, even 
if obtained, cannot be publicly disclosed and has to 
be presented in vague terms. 
After considering the above factors, a 
multi-dimensional approach is used in this project. This 
essentially means that a combination of different 
information collection methods are adopted. The information 
from various sources, including first hand / second hand and 
internal / external information, are put together for more 
comprehensive and balanced analysis. 
J 
Literature Survey 
It provides a theoretical basis and the background 
information to begin the study. A properly done literature 
survey offers a useful guide to the subsequent research. 
The literature survey covers all sorts of relevant 
publications such as books, magazines, trade journals, 
research reports, etc. Areas of special relevance to this 
study are : 
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- M a r k e t i n g management, with emphasis on industrial 
products & services, public utilities and the 
telecommunications industry. 
New product/service development. 
- Basic understanding of the telecommunication 
business and, in particular, on video communication 
services. 
It is hoped that, through this literature survey, a 
theoretical framework can be built and a basic understanding 
of the relevant disciplines are grasped. 
Review of Company's Own Records 
The company's internal documents provide rich sources 
of information. By going through the files and records, one 
can gather valuable information on market profile, service 
development history, sales forecast & growth trend, sales 
call reports, management directions, and customers' 
feedbacks, etc. These information, some of which cannot be 
obtained from other sources, provide a solid basis for 
further research and analysis. It is admitted that they are 
not always accessible to external researchers. 
Nevertheless, one should try his best to get hold of them as 
far as possible. 
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Discussion With Product Management Team 
Discussions were held with the product team in charge 
of the., marketing management of VideoLink. This method 
complements the review of company documents, which is 
restricted to written records. Actual experience, 
perceptions and feelings of the relevant personnel can only 
be understood through direct communications• Besides, 
hidden problems can be identified and valuable ideas can 
often be generated after an in-depth discussion. 
Field Observation of Marketing Activities 
Going out to the field and personally observing the 
marketing activities enables a first hand understanding of 
the marketing process. Through this method one can actually 
see and feel how the company carries out its marketing work, 
and observe the behaviour & thinkings of the customers. The 
writer has made use of following activities: 
- a c c o m p a n y i n g the salesman to sales visits, 
- o b s e r v i n g demonstration sessions conducted for 
potential customers, and 
- a t t e n d i n g major promotion events of the service, 
such as trade shows/exhibitions (including CENIT'90 
exhibition in October 1990 and COMMTEI/90 
exhibition in December 1990) 
In these 
occasions, obseirvation was focused, on: 
- t h e promotion message communicated to the target 
customers, 
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- the way of presentation, 
- immediate response of audience, 
一 questions and objections raised by potential 
customers, and 
- major concerns of customers 
User Interviews 
The above three methods basically approaches from the 
company side. To enable a comprehensive and objective 
analysis, it is also essential to obtain market information 
directly from the customers. 
For the purpose of this VideoLink study, 
semi-structured face-to-face interviews with target 
customers were used. This is regarded as the more 
appriopriate method due to following reasons : 
- VideoLink is a rather new service. Except for 
current users, public understanding about VideoLink 
is not high. Interviews enable the provision of 
fuller information to the interviewee so that more 
accurate feedback can be received. 
- T h e number of current users is small and hence 
survey data will have little statistical meaning. 
Instead of some large scale questionnaire survey, 
personal interviews would be more informative to the 
researcher. 
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- There are still a lot of uncertain areas about the 
subject, such as the possible applications and 
likely problems encountered by users. 
Semi-structured interviews allow a flexibility to 
probe for more in-depth information during the 
course of discussions. A discussion framework with 
some fixed questions was prepared (see Appendix 1)• 
However, the interviewer would follow up on 
specific topics whenever he felt a need to do so. 
Interviews were arranged with both current users and 
the potential user group. Respondents were management staff 
who looked after the communication facilities. Different 
types of business were covered so that information would 
not be biased by a particular type of users. 
It should be emphasized that the various information 
collected from the above methods were put together for a 
comprehensive study. The findings have been integrated into 
the analysis throughout this report. 
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CHAPTER III 
INDUSTRY & COMPANY OVERVIEW 
Global Trend In The Telecom Industry 
The telecommunication industry around the world 
experienced profound changes in the 1980's. Among its 
spectacular developments, two distinct trends are found to 
dominate. 
Rapid Development & Proliferation 
of New Services 
Continuous advancement of the information technology 
has brought forth endless innovations in the field of 
telecommunication services. New forms of information 
processing and communication technologies are developed and 
.adopted. Some commonly quoted examples are the developments 
in microprocessor technology, fibre optics, data 
communication, digital transmission, etc. All these have 
contributed greatly to the growth of the telecommunication 
industry. 
Here are some highlights of the new applications in 
recent years : 
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- explosive growth of mobile communication business 
(e.g. cellular phone, paging, CT2, PCN, etc.), 
- increasing popularity of computer networking, 
- r o c k e t i n g growth of facsimile usage, 
- d e v e l o p m e n t of Integrated Services Digital Network 
(ISDN) 
- growing adoption of video communication through 
broadband technology, 
- intelligent telephone network. 
Apart from the technological innovations that make 
possible the wide range of new services, there is also a 
demand from the users' end for more sophisticated and 
improved services. The advent of technology and the rising 
expectation of customers reinforce one another. As a 
result, numerous new products are introduced to the market. 
With such a rapid proliferation of new products that 
enable faster processing and communication of information 
(including voice, data, picture, image, etc.), it is not 
strange that the modern society is often referred to as the 
"information era". 
c 
Deregulation of Telecommunication Industry 
In the 1 9 8 0 t h e r e was a global trend towards the 
liberalization of the telecommunication industry. 
Competitive forces were introduced as the market became 
increasingly deregulated. 
One of the most notable examples was the divestiture of 
AT&T in USA. In 1984, following a long-running anti-trust 
14 
case, AT&T was forced to spin off its local networks into 
independent operating companies (the "Baby Bells") and 
turned itself into a competitive player in the marketplace. 
Similar changes were observed in many other 
industrialized countries. For instance, British Telecom, 
which was traditionally owned by the UK government, was 
denationalized. A second telecommunication network was 
introduced by the Mercury Group. 
The extent of deregulation depends on the type of 
telecommunication services concerned. At one end, the basic 
telephony, such as voice and telex communication, very much 
remains as regulated services. At the other end of the 
spectrum, computer-based databank information services, 
originating from the computer rather than the 
telecommunication industry, have traditionally been placed 
beyond the regulatory framework. 
The principal area of changes and controversies are 
those enhanced services commonly referred to as value-added 
network services. These include, for example, facsimile 
transmisssion, packet-switching data communication, 
electronic mail & voice mail systems, mobile communications 
and video image transmissions. In general, the existing 
trend has been an opening up of these markets to 
competitive forces. 
Telecommunication Industry in Hong Kong 
Similar to other industrialized countries, Hong Kong 
also experienced a rapid development of telecommunication 
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services in the last decade. Hong Kong Telephone Company 
Limited, a franchised monopoly which operates the local 
telephone services, is one to the major forces behind this 
prominent growth. 
Some of the rapidly developed new services in recent 
years include : 
- facsimile 
- radiopaging 
- mobile phone 
- data coitmiunication 
- centrex services 
- videotex 
- p h o n e - b a n k i n g 
- video transmission 
The basic public telecommunication services in Hong 
Kong are provided by two franchised companies : Hong Kong 
Telephone Company Limited and Hong Kong Telecom 
International Limited. Hong Kong Telephone enjoys a 
monopoly over the local "public switched voice services" 
including the telephone service. This monopoly will expire 
in 1995. Hong Kong Telecom International has been granted 
an exclusive licence until 2006 to provide a range of public 
international telecommunication services, including 
telephone, telex, telegram, basic facsimile, data 
transmissions and leased circuits. 
Both companies are subsidiaries of Hong Kong Telecom, 
the holding company. It is therefore not unexpected that 
Hong Kong Telecom, through possessing the two important 
monopolies, commands the lion's share of Hong Kong's 
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telecommunication market. 
Outside the scope of the two franchises is a range of 
telecommunication services provided on a competitive basis. 
They are operated by private companies under non-exclusive 
licences granted by the Telecommunications Authority• These 
services include public paging service, public mobile 
radiotelephone service, and a large number of value-added 
services such as electronic mail (text mail & voice mail), 
added-value facsimile transmission, database access & 
retrieval, and videotex services, etc. 
Some of these competitive services are made possible by 
government's efforts to liberalize the telecommunication 
industry. It began in 1983 with the de-regulation of the 
procurement of customer premises equipment such as telephone 
sets, keyline systems and PABX. Public non-exclusive 
telecommunication services such‘ as cellular phones and 
value-added services were also opened to competition later. 
But the most significant changes surrounds the cable TV and 
Second Network issue. 
In 1987, in an effort to review and formulate the long 
term telecommunication policy, the government commissioned a 
consultant Booz, Allen & Hamilton to look into the issue. 
The report helped in shaping the subsequent government 
policy. 
The Hong Kong government decided to adopt the policy of 
permitting greater competition in telecommunications. A 
second public telecommunication network is allowed in 
addition to the existing local public telephone network 
owned by Hong Kong Telephone. This new network will be used 
to carry cable television services and non-franchised local 
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telecommunication services such as data communications and 
facsimile. Hong Kong Telecom is barred from taking a 
substantial share in the second network operator. 
After evaluating a number of proposals, the government 
decided in August 1989 that the licence to operate the 
second network and the cable TV services would be awarded to 
Hong Kong Cable Communication Ltd. However, controversy soon 
followed when Hutchison announced its plan to offer 
satellite TV services to the region. Finally, Hong Kong 
Cable Communication decided in the end of 1990 to 
discontinue the whole project. The issue is still pending 
while the government is currently studying the future 
alternatives. 
Despite this complication surrounding the cable TV 
issue, it appears that the introduction of the Second 
Network is still a major objective of the government. At 
the same time, heated debate is also focused on the renewal 
Hong Kong Telephone's franchise when the present one expires 
in 1995. Whatever the final outcome, it can be concluded 
that Hong Kong Government is quite determined to encourage 
more market competition in the telecommunication industry 
/ 
and that the general direction of further liberalization 
will likely continue. 
The Hong Kong Telephone Company 輪 Monopoly 
and Its Impacts 
Hong Kong Telephone has held the exclusive franchise 
for Hong Kong's basic telephone service since 1925. The 
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present franchise is due for renewal in 1995. The company 
also provides local facsimile and data networks and a range 
of advanced services. 
Hong Kong Telephone now belongs to the Hong Kong 
Telecom Group, which comprises four wholly-owned operating 
companies: 
(a) Hong Kong Telephone 
(b) Hong Kong Telecom International - formerly Cable & 
Wireless (Hong Kong) Ltd. It provides a range of 
public international telecommunication services under 
an exclusive franchise due to expire in 2006• 
(c) Hong Kong Telecom CSL - operates the non-franchised 
businesses that covers sale of telecommunication 
products, business systems, mobile communications, 
enhanced services and turnkey telecom projects. 
(<a) Computasia - provides data processing and computing 
services, mainly for the Group companies. 
/ 
Hong Kong Telecom, the holding company of the group, is 
the largest quoted company on the Hong Kong Stock Exchange. 
Its shares are owned by following : 
- C a b l e Sc Wireless PLC. (58.5%) 
- C h i n a International Trust & Investment 
Corporation HK (Holdings) Ltd. (20.0%) 
- P u b l i c (21.5%) 
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From the previous review of the telecommunication 
development in Hong Kong, one can expect that the twin 
forces of technological innovations and market deregulation 
are sure to have their impacts on Hong Kong Telephone. 
Before going into details on the case study of VideoLink, it 




Being a long established company which, for over half a 
century, has been the main driving force behind the 
telecommunications development in the territory. Hong Kong 
Telephone possesses rich experience and strong expertise in 
the industry. The company now has a work force of 13,000 
which includes a large number of professional staff in 
engineering, administration and operation support. This is 
the biggest asset of the company that can support its future 
development in the telecommunication business. 
Through its continuous investment in the previous 
decades. Hong Kong Telephone has built up one of the most 
advanced telecommunication networks in the world. Hong Kong 
is a city highly dependent on her commercial and financial 
activities. Facing a great demand for sophisticated 
communication facilities. Hong Kong Telephone is constantly 
required to develop and modernise its network equipment. 
For instance, it is now the global forerunner in the use of 
optical fibre transmissions and in the digitalization of the 
telephone network. This well-developed network forms the 
I 未、、其 士 wv- J- Jit. 1X1 ^ ^ ^ ^ I 
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backbone of advanced and high quality telecommunication 
services. 
The company also enjoys a good reputation of providing 
inexpensive and consistently high quality service to the 
public. Its corporate image ranks quite high among all the 
public utilities in Hong Kong. In fact, it has the 
advantage of benefiting from a rapidly advancing technology, 
which brings forth declining cost and improved service 
quality. This differs from other utilities such as 
transportation (which faces the eternal problem of 
congestion and heavy traffic) or electricity (which suffers 
from rising energy cost)• Whatever the cause. Hong Kong 
Telephone has gained the confidence of her customers, which 
would be her very strong advantage in future competitions. 
Company Weaknesses 
There is little doubt that Hong Kong Telephone has 
developed strong technical capabilities over the years. 
However, there are certain major weaknesses when viewed from 
another angle. 
The company has been traditionally an engineering 
driven company• What detsinnined. the company's business 
growth was the technological development. In particular, 
the lack of local research makes the introduction of 
overseas telecommunication development the major growth 
impulse. There has been little emphasis on understanding 
local market needs or actively responding to customer 
demands. 
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Because of its long history of monopoly status. Hong 
Kong Telephone has little experience of competing in the 
marketplace. Market demand for telephone services had 
always been growing as the economy developed. Furthermore, 
profits are almost guaranteed for the monopoly due to the 
government Scheme of Control• Competitive pressure was 
almost absent. As a result, the company inherits a 
bureaucratic organisation which is slow and inefficient in 
comparison with private firms. Problems are likely to arise 
as the changing market circumstances allow customers to have 
new choices. 
Due to the above two reasons, the company is not 
experienced in marketing its own services, even when it has 
something good to offer to its customers. Company's 
management are generally promoted from engineering staff and 
there is a lack of marketing understanding. There is a 
strong inertia that resists changes. This makes the company 




VIDEOLINK SERVICE & ITS DEVELOPMENT 
IN HONG KONG 
What is VideoLink ？ 
- 广‘’ 
VideoLink is Hong Kong's first publicly offered 
point-to-point video transmission service. It allows the 
transmission of broadcast quality video signals from one 
location to another. Every VideoLink is also accompanied by 
a high quality audio channel. 
Basically, VideoLink utilises the cable network of Hong 
Kong Telephone to transmit video signals. What results on a 
TV monitor are full motion, full colour, broadcast quality 
pictures with high-quality sound. 
The service has diverse business applications. Some 
common application areas include video-conferencing, remote 
surveillance, telecasting and video production. An 
individual user can freely use it in a format that suits his 
specific need for video communication. 
VideoLink is offered in form of either one-way or both-
way communication links. With a one-way link, signal is 
transmitted in one direction only (eg. remote monitoring)• 
With a both-way link, one can send and receive signals in 
both directions concurrently (eg. video-conferencing)• 
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Some Technical Information 
A detailed account of the technical specification is 
not attempted here. The purpose of this section is to 
provide a basic understanding of the major principles behind 
video transmission technology, so that a better evaluation 
of the VideoLink service can be made. This is particularly 
important when one wishes to assess the service agnainst 
* 
competitive types of video transmission equipment/service 
which use a different form of transmission technology. 
In video transmission, there are essentially two major 
approaches which adopt different technical arrangements. 
(a) Full Bandwidth Transmission 
It permits the transmission of full motion broadcast 
quality video signal. No conversion of standards or 
bandwidth compression is needed. This is the method 
used by Hong Kong Telephone in the provision of 
VideoLink. A 5 MHz bandwidth is supported by the 
optical fibre network. The.method enables a high 
quality transmission that matches the quality of 
normal TV broadcast. 
(b) Reduced Bandwidth Video CODEC 
This technology uses CODECS, i.e. bandwidth 
compressing equipment. It enables the digital 
transmission of motion video at 1.5 or 2 Mbit/s. The 
compression mechanism operates by comparing an image 
frame with the previous one and only transmitting 
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information on those parts of the image that have 
changed. The video image transmitted is of 
quasi-full motion quality, i.e. originally continuous 
movements will not appear as perfectly smooth motions 
after transmission. However, it has the advantage of 
allowing video transmission at lower bit rates. This 
is less costly than full bandwidth channels. On the 
other hand, expensive CODEC equipment need to be 
installed. More about this transmission method will 
be discussed in later sections on the competitive 
profile. 
VideoLink Service Development in Hong Kong 
Development History 
The continuous development of Hong Kong Telephone's 
telecommunication network supports increasingly advanced 
services. Transmission of video signals through wideband 
channels is enabled by the use of optical fibres and coaxial 
cables. This provides the solid technical foundation for 
the provision of VideoLink service in Hong Kong. 
Similar types of public video transmission service have 
been available in some other advanced countries for some 
time. For instance, video-conferencing facilities was 
increasingly used in the U.S. since early I980's. The later 
adoption of the service in Hong Kong is explainable by the 
facts that : 
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- Hong Kong is geographically small and hence 
communication among local offices poses a lesser 
problem. 
： 
- H o n g Kong has no research & development in 
telecommunication services. New technology and 
equipment have to be developed elsewhere and 
introduced into Hong Kong after their business 
applications shows proven results. 
- L o c a l companies are traditionally slower in adopting 
advanced technology, probably due to their lack of 
financial resources and technical expertise. 
\ 
In August 1988, Hong Kong Telephone applied to the 
Government for offering VideoLink service to the public. 
Government considered it a non-franchised wideband 
telecommunication service and hence a separate general 
network license to be approved by the Governor-in-Counci1 is 
needed. While the issue of this general licence is being 
processed, the government agreed in early 1989 to grant 
Temporary Closed Circuit Television (CCTV) licences so that 
the service can be offered to potential users as early as 
possible. 
A temporary CCTV licence is now required for each 
individual VideoLink circuit. The licences have a validity 
period of one year and need to be renewed on expiry. This 
arrangement continues till today as the government has not 
yet approved the general licence for VideoLink service. All 
new customers now have to apply for the temporary CCTV 
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licence when the VideoLink circuit is installed. This 
however does not cause much inconvenience to the customer 
since Hong Kong Telephone will handle all the necessary 
procedures on their behalf. 
The VideoLink service was officially launched to the 
public in August 1989. 
Service Format & Pricing 
The VideoLink service is now offered to the public in 
two possible formats : 
- One-way transmission link 
- Both-way transmission link 
No technical expertise is required on the user side. 
Customers need only specify the two ends of the video 
transmission route. Hong Kong Telephone makes all the 
necessary arrangements for cable installation work. 
Connection is made up to the wall socket in the customer's 
premises. However, customers need to provide their own PAL 
standard video equipment, which can be as simple as a home 
video camera and an ordinary television set. No other 
transmission equipment need to be bought or provided by the 
customer. 
Once the video equipment is connected to the wall 
socket, video communication is available 24 hours a day. If 
international transmission is required, VideoLink can be 
interconnected with the international video-conference 
service provided by Hong Kong Telecom International. 
Two types of tariffs are associated with the VideoLink 
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service. There is a one-off charge for initial connection 
of the customer's premises to the cable network. In 
addition there is a monthly rental. Both the connection fee 
and monthly rental are calculated for each end of the 
VideoLink, The charges are independent of usage and 
location within Hong Kong, i.e. 24 hours service anywhere 
within the Hong Kong Telephone cable network. Additional 
service at the same location can enjoy substantial discounts 
of over 50%. A detailed tariff schedule is contained in 
Appendix 2. 
As a reference, a typical both-way VideoLink between 
two ends will be charged for a connection fee of $20,000 and 
a regular rental of $12,000 per month. 
Preliminary Assessment of Marketing Progress 
The VideoLink service has been officially launched for 
18 months. Demand for the service was rising but the 
growth rate was slow. Up till January 1991, there are 
altogether 20 customers subscribing 34 circuits. This is 
below the original launch target. Both the business nature 
of the customers and the types of VideoLink application are 
quite diverse. Current applications include : 
一 Telecasting 
- R e m o t e surveillance 
- R e m o t e product presentation 
- Video-conference 
- Miscellaneous uses 
It is understood that VideoLink is a specialized 
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service that prevented it from becoming a widely popular 
office facility. However, because of its flexibility and 
convenience, it is expected to have great potential in the 
local market. It turned out that market growth was not as 
strong as initially projected. 
Discussion with the product management team indicated 
that following major problems have been observed : 
- A lot of potential users still do not know that such 
a powerful video transmission service is already 
available in Hong Kong. 
- M a n y people have a preconception that this kind of 
transmission service involves complicated technology 
and so is not suitable for their companies. 
- F o r those who have been introduced to the service, 
most are facsinated by the service performance and 
convenience. But only very few of them turn out to be 
the real customers. Many have expressed their 
concerns on the price and service applicability. 
This represents only the preliminary assessment of the 
marketing progress and serves as the starting point for our 
analysis. A more in-depth examination of the marketing 




VIDEOLINK MARKETING PROFILES 
It is essential to have a through understanding of the 
marketing profiles before the proper analyses and 
recommendations can be made. Part of the VideoLink market 
profiles, such as the industry and company overview, has 
been dealt with in previous chapters. This chapter examines 
the remaining components, including the product, the 
customer and the competitors. 
Product Profile 
An overview of the VideoLink service and its 
development were described in Chapter 4. This section takes 
a more analytical approach in evaluating the product 
strengths and weaknesses. 
Product Strengths 
The VideoLink service is supported by the advanced 
network operated by Hong Kong Telephone. This enables a 
high quality video communication facility to be provided to 
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the customers. More specifically, the VideoLink service 
possesses following strengths : 
(a) Flexible Application 
VideoLink is flexible enough to meet the needs of 
different customers. It can be used in diverse 
applications like video-conference, remote 
monitoring, remote training, etc. For instance, a 
bank employs the facility for remote verification of 
clients' signatures. A U.S. department store with 
buying office in Hong Kong presents regular monthly 
fashion shows of its latest Asian designs to buyers 
in the U.S. via VideoLink. Not long ago, the Billy 
Graham Evangelistic Association transmitted their 
Crusade live from Hong Kong to 3 0 Asian countries 
through VideoLink. 
(b) Simple Installation 
Hong Kong Telephone takes care of all the circuit 
installation work, including site visit and circuit 
planning, up to customer's premises. The user need 
not have any technical knowledge about the product. 
What he needs to do is simply plugging in his video 
equipment onto the wall sockets. Circuit maintenance 
work is also carried out by Hong Kong Telephone. 
(c) No Up-front Investment 
VideoLink user pays for the service in form of 
monthly rentals. He does not need to invest heavily 
in the installation work or purchase expensive 
31 
transmission equipment, both of which are provided by 
Hong Kong Telephone. This allows a significant 
saving in the investment cost. If alternative 
methods of video communication technology is employed 
(eg. using CODEC), the transmission equipment has to 
be provided by the user and thus incurs a much higher 
up-front investment. 
(d) 24 Hour Unlimited Service 
VideoLink provides 24 hour continuous service to the 
customer. There is no additional usage charges. 
This will be a great attraction to companies who 
need to use video communication frequently. 
(e) Good Quality Transmission 
Last but not the least, VideoLink employs one of the 
most advanced telecommunication technology and 
utilises the excellent cable network of Hong Kong 
Telephone. This supports a high quality video 
transmission which is comparable to broadcast 
quality. Real-time transmission of full motion, full 
colour video images is provided. This is certainly 
superior to other transmission means which have 
unavoidable deficiencies in the transmission quality. 
More about this quality comparison will be discussed 
in subsequent sections on competitive products. 
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Product Weaknesses 
There are, however, certain limitations to VideoLink 
service which may affect its acceptance by potential users: 
(a) Fixed Connection 
The service is a so-called "end-to-end" connection, 
i.e. it is a dedicated circuit connecting two fixed 
ends. Once installed, the user cannot switch to 
alternative routes (unless he installs an additional 
link)• The service is hence more suitable for 
companies which have frequent communication between 
two fixed locations, but cannot be used to 
communicate with different parties at different time. 
(b) High Monthly Rental & Minimim Service Period 
For a typical both-way communication, VideoLink 
customers have to pay a monthly rental of $12,000 
with a minimum service period of 6 or 18 months 
(depending on location)• Though this is not an 
immense amount, it still represents a significant 
monthly expense. Most medium or small size companies 
are not willing to spend this sum on a single purpose 
communication channel. 
(c) Limited Choice in Service Quality 
While the' quality of VideoLink transmission is 
certainly superior, market feedback indicates that 
this may sometimes be more than required. Many 
potential users pointed out that a lower quality 
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transmission is acceptable for their applications 
such as in remote security monitoring. These users 
would welcome a choice of lower quality standards if 
they are also charged at lower tariffs accordingly. 
Currently there is no such alternative options from 
VideoLink. As a result. Hong Kong Telephone is 
unable to capture the lower end market which can 
only afford a lower cost service. 
Competitive Profile 
Competing Products & Services 
Hong Kong Telephone is the only network carrier which 
operates the local telecommunication network. In the 
strictest sense, other companies are unable to offer 
services which are completely identical to VideoLink • 
Nevertheless competition still exists. As explained in 
Chapter 4, there are other video communication products that 
are derived from different technologies. These products can 
be summarized into two major types : 
(a) Reduced Bandwidth CODECS 
This uses codecs operating at 1.5 or 2 Mbit/s. 
Customers have to purchase their transmission 
equipment and install it in their own premises. To 
enable trasmission between distant parties, it still 
needs to make use of a transmission circuit provided 
by Hong Kong Telephone's network. An ordinary data 
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circuit of the required bandwidth can be rented for 
this purpose. 
(b) Slow-scan System 
This in fact differs quite significantly from 
VideoLink. The equipment enables the transmission of 
video images/signals over ordinary telephone lines. 
However, the bandwidth greatly limits the 
transmission speed. Transmission of each single 
picture/image takes 10 to 70 seconds (and hence the 
name "slow-scan")• Therefore only still picture 
frames are sent. Continuous motion will appear as 
snap-shots that are successively replaced (updated) 
at regular intervals. 
Evaluation of Competitors 
Following summarises the strengths and weaknesses of 
the competing products : 
Reduced Bandwidth CODEC 
This is a widely accepted technology which has been 
employed in other advanced countries (eg. The U.S.) for 
quite some years. 
The major advantage of this equipment is that it can 
make use of normal data circuit for signal transmission. 
This advantage may not be so obvious if we only consider 
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local applications. But it has significant cost impact if 
international transmission is involved. In such 
occasions, the cost of reduced bandwidth transmission would 
be much lower than the international transmission of 
VideoLink (full bandwidth) signals. 
Besides, the utilization of normal data circuit means 
that it can also make use of the switched data lines (eg. 
swithched 64K circuits) to provide switchable connections. 
In essence, this implies that flexible communication links 
can be set up like ordinary telephone calls going through 
the switch-board. The user can hence communicate with more 
than one parties (at different time) with just one single 
installed circuit to the switching network. 
The biggest limitation to this CODEC technology is its 
transmission quality. Images of continuous movements can 
still be sent but all motions will no longer be smooth. 
They appear in slow bit-by-bit movements. Viewers feel 
less comfortable and unnatural. 
Moreover, CODEC users need to purchase the transmission 
equipment (in addition to the camera and TV monitor) which 
is rather expensive - up to $700,000 for one circuit. This 
incurs a high upfront cost to the company. 
Finally, the user need to have some technical personnel 
who can take care of the transmission equipment. Equipment 
vendors may be able to provide maintenance support but 




This is a slow speed video signal transmission 
equipment which can be used on ordinary telephone lines. 
The major advantage of this method is its low cost. Rental 
of telephone line is minimal and the equipment cost of less 
than $100,000 is easily acceptable by most users. Set-up 
and maintenance of the system is also simple. User only 
need to connect the equipment to a normal telephone line and 
the system will work. 
Obviously the biggest weakness of this product is its 
limited transmission speed. It takes more than 10 seconds 
to transmit a single frame of picture. If continuous motion 
is desired in the communication process, this would not be a 
suitable transmission means. 
However, transmission of still frames at regular 
intervals already serve many practical purposes, eg. in 
remote surveillance. The system can thus be regarded as a 
very low end product serving the less demanding users. 
This analysis shows that a variety of products compete 
with VideoLink. Each of them has its own attributes which 
enables it to serve certain group of users. Though Hong 
Kong Telephone holds the monopoly in the local telecom 
network and has the exclusive access to VideoLink 
technology, it is only one of the players in the market of 
video communication facilities. 
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Customer Profile 
Analysis of the current customers indicate that 
VideoLink users vary quite widely in the nature of their 
businesses. They comprise companies in various industry 
types, such as : 
- p u b l i c utility 
- m e d i a 
- trading 
- retailing 
- financial services 
- public organisations 
- b u s i n e s s / p r o f e s s i o n a l services (e.g. video 
production, exhibition centre) 
(Details in Appendix 3) 
Such a wide variation in user types exist even though 
the present number of VideoLink users is still quite small. 
Information collected from many potential customers also 
indicate that users can be expected from widely different 
businesses. To help identify the potential target market, 
it is hence more useful to focus on the common needs of 
VideoLink users, as well as the popular application types. 
User Requirements & Characteristics 
From the information collected on current and potential 
customers, following are found to be common among users of 
video communication facilities. 
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(a) The most obvious characteristic of these companies is 
that they have multi-office operations, i.e. their 
businesses are conducted in more than one office 
locations. This can occur in forms of : 
- Headquarters and several branch offices, such as 
in banks, large public utility companies, etc. 
- Administration office and warehouses in separate 
locations. 
一 Administration / marketing office and 
manufacturing plant in separate locations. 
- H o n g Kong office and overseas offices as in 
multi-national corporations. 
This multi-office operation is the major underlying 
factor giving rise to the need for video 
communication facilities. 
(b) Frequent communications among the various offices is 
essential in the routine operation of the business. 
Here "frequent" contact refers to truly busy 
communication such as daily meetings/discussions, or 
even more frequent applications as in 24 hour remote 
monitoring of warehouses. 
In addition, there is an obvious need for such 
contacts to be conducted in form of visual 
communication. Examples are remote 
monitoring/surveillance, video-conferencing, product 
presentations, etc. Without such requirement, it is 
difficult to justify the high cost of video 
communication provisions. 
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(c) Timing of the visual communication is also important. 
The users require a real-time access to distant 
information (as in remote surveillance) or an 
immediate interchange of information (as in product 
presentation or video-conference)• 
Application Types & Market Potentials 
Application of VideoLink can be summarized into several 
main types. Following is a review of each of them and an 
analysis of their respective market development potentials. 
Video-conferencing 
This is the most widely known application of modern 
telecommunication development. It has been increasingly 
popular in other advanced countries especially in the United 
States, where companies often have offices distributed over 
a wide geographical area. 
The application is not so popular in Hong Kong. Now 
only four customers are using VideoLink for this purpose. 
This is easily understood in view of the small area of the 
territory. It has to be admitted that video-conference has 
limited attraction in local application. 
Nevertheless, this application has high market 
potential if we also consider the international aspect. 
Many multi-national companies which have offices in Hong 
Kong were used to using video-conferencing in their home 
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countries. These companies usually possess excellent 
telecommunication network among their worldwide offices and 
they have high inclination to upgrade their international 
connections with video-conferencing capability. 
The recent Gulf War highlighted such needs for 
international video-conference. Since the war broke out in 
the beginning of 1991, many multi-national firms have shown 
high interest of using video-conference as a convenient 
means to enhance communication with headquarters and to 
minimize the risks of taking business trips. 
Many local companies also regard the international 
VideoLink as a useful means to communicate with overseas 
clients. It is thus envisaged that Hong Kong Telephone can 
have a large market potential by providing its VideoLink 
customers an easy connection and flexible switching to the 
international video communication network. More attention 
should be placed on the development in this market segment. 
Remote Monitoring and Surveillance 
Out of the local applications of VideoLink, this 
appears to have the highest potential for development. This 
application refers to the use of VideoLink as a means to 
monitor activities in remote locations. 
For instance, a company with management office in 
Central uses the VideoLink to keep constant watch of its 
warehouse in Shatin. Any abnormal event is immediately 
noticed and appropriate actions can be taken in time. Some 
construction companies are considering to use it to monitor, 
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from the headquarter‘s office, the activities and works 
progress in various construction sites. A jewellery shop is 
also using the facility to keep watch of the activities in 
its retail outlets. 
In general, any company that has part of its daily 
operations conducted in a distant location will find 
VideoLink a useful tool to keep the management constantly 
informed of the activities in another office without delay. 
One important implication of this market segment is 
that a lower quality video transmission service is 
desirable, assuming it is also of lower price. The reason 
is that users of remote monitoring generally do not have 
high requirement of the picture quality. What they need 
is a reliable and cost effective way to continuously watch 
the remote locations. Further product development along 
this direction should be explored in order to enter this 
market. 
Video Production House 
VideoLink is suitable for video production houses and 
advertising agencies which often need to meet tight 
production deadlines. For instance, the client can stay 
in office and watch, through VideoLink, the whole production 
process while the shooting or editing is being done in the 
studio. In this way he can make timely comments and 
suggestions to the producer. Alternatively, an agency 
rushing a production job for its clients can give immediate 
feedback while the film is being edited. VideoLink 
42 
transmission greatly reduces the travelling time and 
improves communication. 
However, there is at present only one production house 
using the service to link up its studios in two locations. 
The biggest limitation now is its fixed connection route. 
Advertising agencies and production houses all have multiple 
contacts with one another and with clients. It is necessary 
for any one of them to be able to communicate with most of 
the others before the VideoLink service can be truly useful. 
The only solution is hence the development of switched 
connection which allows a VideoLink user to select the 
opposite end in each transmission. 
TV Broadcast Signal Transmission 
VideoLink is used to carry TV broadcast signals among 
the transmission sites distributed throughout the territory. 
This is replacing the microwave transmission method 
traditionally used. Currently the TV stations in Hong Kong 
are converting to VideoLink wherever possible. VideoLink 
undoubtedly have superior advantage in this application but, 
unfortunately, this market segment is not likely to expand 
in any significant manner. 
Miscellaneous Applications 
This covers the rest of the users of VideoLink. They 
are so varied in nature that it has little practical meaning 
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to classify them into any particular type. Each application 
usually relates to the specific business nature of an 
individual user. Following examples give a more concrete 
idea of what these specific applications are : 
- R o y a l Jockey Club is using VideoLink to transmit 
horse-racing information/program between its Shatin 
and Happy Valley Racecourse during racing days. 
一 A bank uses VideoLink for remote verification of 
customers‘ signatures. 
- T h e Billy Graham Evangelistic Organisation 
broadcasted their Crusade gathering to 30 Asian 
countries through VideoLink. 
- A financial information supplier uses VideoLink to 
send updated financial information (eg. stock 
prices) to its customers. 
As these miscellaneous applications are widely 
different in nature, the market potential in each specific 
area is quite limited. General publicity of VideoLink may 
make people aware of its flexible application, but it may 
not be worthwhile to develop special marketing stragegy on 
any particular type of application in this category. 
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CHAPTER VI 
ANALYSING THE MARKETING PROBLEMS 
The company management has been full of confidence in 
the quality and capability of VideoLink service. A good 
market potential was perceived. However, as mentioned in 
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Chapter 4, the VideoLink customer base only grew slowly. 
Before identifying the marketing problems, it is useful to 
first review the marketing program carried out for 
VideoLink. 
Review of Marketing Program 
When the service was first launched, there was only a 
brief outline plan of the tentative promotion directions. A 
detailed marketing plan did not exist. Management had a 
yearly demand forecast and revenue projections, which served 
as the target of the product management team. However there 
was no well supported research behind these projection 
figures. The forecast was more a mixed product of 
subjective judgment, rough estimates and the need to fulfill 
budget plans. 
Since VideoLink was a new product without any sales 
records, it was difficult to justify any allocation of a 
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significant marketing budget. As a result, the product team 
had to work within a limited budget approved by the 
management. 
Product Strategy 
In terms of the product strategy, the Service is 
positioned in the higher end market by offering high 
quality, full motion picture transmission. This is 
backed up by the guaranteed quality of Hong Kong Telephone's 
reliable cable network and the assurance of 24 hour circuit 
maintenance. 
On the other hand, VideoLink is only a single product 
offering. It is lacking in the variation of service format. 
Only fixed end-to-end circuit can be installed. Flexible 
connections are not yet available. Besides, customer cannot 
choose alternative standards of transmission (i.e. lower 
quality transmissions) which is compatible with their 
requirement in some less demanding applications. The 
product management team has in fact looked into both of 
these two service extension possibilities but there is no 
concrete progress so far. 
Pricing Strategy 
In terms of pricing strategy, VideoLink chooses to 
charge on the basis of a one-off connection fee, which is 
relatively small in amount, plus a monthly rental. A 
minimum service period of at least six months safeguards the 
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company against substantial loss of installation cost if 
customer soon discontinues the use of the service. Once 
installed, the customer can use the link 24 hours a day 
without paying extra charge. 
Customers have expressed that they are quite satisfied 
with the current charging method. It has the advantage of 
minimizing the up-front investment cost and is thus 
attractive to many new users. Besides, it is particularly 
appealing to frequent users since they do not need to pay 
usage charge. 
There is however a lack of flexibility in the pricing 
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system. Infrequent users have to pay the same amount. 
Since the cost of a circuit is independent of usage, it 
appears that the only way to offer lower price options is 
to provide lower quality transmissions. 
Sales & Distribution 
The product management and marketing team, which 
consists of one product manager and two executives, also 
handles the sales job for VideoLink. There is no other 
salesman working for this product. Basically, the team 
carries out a sales visit when an enquiry from potential 
customer is received. Each sales meeting can last quite 
long because it needs much time to fully explain the uses 
and benefits of the service. Often a separate service 
demonstration session need to be arranged at the company's 
demonstration room. 
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Hong Kong Telephone, through this product team, handles 
all the VideoLink sales work. There is no appointed sales 
agent. All people interested in the service have to 
approach Hong Kong Telephone directly. The Customer 
Services Department, on receiving any enquiry, will refer 
them to the product management team for follow-up. 
It appears that there is no long term sales plan. This 
is easily understandable considering the work load of the 
product team. They have to take care of the full duties of 
marketing, service coordination, customer liaison, and 
supervising engineering works progress, etc. It is also 
noted that the company does not have any incentive scheme to 
reward for VideoLink sales achievements. 
Promotion Strategy 
On the promotion side, the product team did try its 
best to conduct a number of promotion activities within the 
limited budget. Three main promotion vehicles were used : 
Direct Mailing 
This is the major channel used to reach potential 
customers. Brochures are mailed to senior management of 
large companies listed in the Dun & Bradstreet Guide. There 
is no accurate analysis of the response rate, since the 
company has not made any specific attempt to measure it. In 
general, however, the direct mail is not very successful in 
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generating quality response. It is believed that a lot of 
the mail could not reach the right person. 
Trade shows 
VideoLink was presented in a number of major l o a d 
trade shows on telecommunications and office automation. 
They include Commtel Asia '89, Commtel Asia '90 and CENIT 
'90, exhibitions. Live demonstrations of VideoLink 
applicaton were shown. It is difficult to quantify the 
result since the publicity effect can be quite long term. 
The product team feels that these events did help to 
increase awareness of the service among the public, 
especially in the business community. 
Media Publicity 
Feature articles introducing the VideoLink service have 
been carried in many of the local newspapers and business 
magazines. Media editors are quite willing to report on 
VideoLink since it provides interesting and useful 
information to the readers. The media publicity is quite 
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helpful in promoting awareness of VideoLink but it lacks the 
necessary sales pitch as the contents cannot be completely 
controlled. 
Advertising has not been used due to the lack of 
budget. It is perceived by the product team that the 
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VideoLink market, being small and specialized, can be more 
effectively reached through direct mails. 
Identifying The Marketing Problems 
In the assessment of V i d e o L i n k m a r k e t i n g progress, it 
was pointed out that only limited success was achieved after 
its official launch in 1989. This does not mean that the 
service fails in the market. The company however expected a 
faster market penetration and anticipated a quicker 
acceptance of the service. 
From the previous analysis of the market profiles and 
the VideoLink marketing strategies, it can be concluded 
that the principal problem leading to the less than 
satisfactory performance is the absence of a long term 
cohesive marketing plan that derives from a solid analysis 
of the market environment. 
As discussed in earlier section, there is no clearly 
defined marketing objectives that guide the company's 
marketing activities. Management only put down in their 
yearly plans some target revenue (and cost) figures, but 
these have not been supported by any rigorous research or 
market assessment. In addition, a revenue target cannot 
provide practical guidelines to help in the proper 
formulation of marketing directions and strategies. 
It is unfair to say that the company has no 
understanding of the VideoLink market environment. They did 
assess the market before the service is launched, and keep 
on gathering market information through the user contacts 
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after the launch. What is however lacking is the 
organisation and interpretation of the market information in 
a systematic and analytical manner. As a result, the 
superficial understanding of the market cannot be turned 
into practical and concrete marketing objectives, which are 
essential in the development of useful strategies . 
This is reflected in the inadequacies of the marketing 
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program. For instance, the company already has a 
preliminary understanding that some major potential customer 
groups would be multi-national firms, video production 
house/advertising agencies, warehouses/security companies, 
etc. However, development in all these market segments were 
found to be slow. These company types are regarded as 
potential targets but there is no specific objective that 
relates to these market segments. As a result, the 
effective mix of marketing strategies to penetrate the 
sectors have not been devised. 
There is still an absence of product development to 
provide alternative service formats which can meet the needs 
of many customer types. For example, many users require 
switchable connection but it is not yet available in current 
service provisions. It is hence not surprising that only 
one company is now using VideoLink for video production 
application. 
Many companies looking for remote monitoring equipment 
are attracted by VideoLink but most of them are unwilling to 
pay the current price. An alternative quality transmission 
that renders a lower price, such as a lower speed 
transmission delivering quasi-full motion pictures, would be 
highly desirable. Unfortunately this is also not yet 
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available. 
It should be emphasized that all such proposed product 
developments (such as switchable connection or lower speed 
transmission at lower cost) are technically possible. It is 
understood that their implementations will present little 
engineering problem. What is required in the process is 
just the purchase of suitable equipment (available from 
vendors) and the engineering installation work. In fact, 
the product management team also perceives such needs but 
the actual implementation work has not yet started. The 
development process is delayed due to management approval 
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procedures, budgeting problems and inflexible working 
schedule of the engineering department. 
The company also fails to make use of promotion 
channels to reach the target customers in an effective and 
coordinated manner. Trade shows and media publicity serve 
to generate awareness but they are not very effective in 
in-depth introduction to the decision makers. Direct 
mailing campaign was not done with adequate research 
support. The media selection was not well tied in with the 
identification of target customer group. 
On the other hand, the highly important sales work has 
not been given its due attention. There is no specialized 
sales force, no incentive scheme and no long term sales 
plan. The product team can only afford limited time and 
effort to carry out the sales functions. 
In general, the VideoLink marketing activities were 
conducted without clear objectives in mind. Some routine 
marketing functions are carried out by the comapany but a 
truly marketing approach is not exercised. What is requried 
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is a more conscious and coordinated effort to identify the 
customer needs and then devise an effective marketing 
program accordingly. 
Exploring The Underlying Causes 
In recent years. Hong Kong Telephone is very active in 
introducing new and advanced telecommunication services. 
In launching these new services, it has the advantage of 
possessing an excellent engineering capability and a good 
corporate image among the public. 
But the case of VideoLink suggests some inherent 
problems in its marketing functions. These were analysed in 
the previous section. Here the writer further explores the 
possible reasons that underlie such perceived inadequacies 
in the marketing work. 
Technology Driven Culture 
Hong Kong Telephone has been traditionally a technology 
driven company. Ever since it was founded early this 
century, the company's business was heavily dependent upon 
its technical capability to provide adequate and reliable 
telephone services to the public. Over the years, the 
telecommunication services have undergone rapid development 
because of a continuous technological advancement. Hong 
Kong Telephone was successful in keeping pace with this 
progress. With a consistent emphasis on engineering 
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development, it is able to maintain a leading position in 
the fast growing telecommunication industry. It now boasts 
itself one of the world's most advanced telecommunication 
network. It is capable of providing a wide range of 
services from basic telephony to sophisticated data 
communication service. 
Accompanying this development is an overwhelming 
emphasis of engineering functions throughout the company. A 
majority of the senior management came from engineering 
background. It is not unexpectd that the whole company's 
operation is heavily geared towards the technical side. 
When evaluating a new product, much attention is given to 
the assessment of engineering capability and potential 
technical problems. Relatively little effort is spent on 
the market analysis. And when this market assessment is 
carried out, it is rarely done with a systematic approach. 
The management very much relies on previous experience and 
subjective feelings to evaluate the market potential. 
Seldom is a comprehensive marketing research employed in 
this evaluation process. 
Furthermore, most of the product management staff in 
the marketing department are in fact transferred from the 
engineering or operations divisions. With their 
professional knowledge, they are fully capable of solving 
any technical problems relating to the service provision. 
Most of them are, however, completely new to a marketing 
discipline. Without the previous exposure to marketing 
work, it is not easy for them to develop the market 
orientation and master the necessary marketing skills. They 
have been too accustomed to an engineering working 
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environment which is sharply different from the dynamic 
marketing functions. 
Monopoly Status 
Another major factor that affects the marketing 
performance is the monopoly position of the company. Hong 
Kong Telephone is a public utility long enjoying an 
exclusive franchise in local telephone services. The 
continuous economic growth in Hong Kong means that the 
growing demand for telecommunication services is most of the 
time leading the service provision. The company's main task 
would hence be the fulfilment of customer requests. The 
marketing function is only of minor importance. There is 
strong demand even without any serious marketing effort 
being carried out. Only in the recent few years has this 
situation begun to change. Having adapted to such a 
monopoly environment, the company staff find it difficult to 
switch to a truly marketing orientation which they never 
have experienced before• 
Furthermore, being a franchised utility, the company 
has a duty to provide an adequate and reliable service at 
any time. Any engineering failure of the telephone system 
causes instant complaints which could have serious impacts 
on the comapany image. To maintain its franchised position, 
it is natural that the company is primarily concerned with 




There is also a structural hindrance to an efficient 
implentation of marketing functions. Hong Kong Telephone is 
a large organisation. In 1990, it has a work force of over 
13,000 staff and is the largest employer after the Hong Kong 
Government. One can imagine the organisational complexities 
in such a big company. Even a simple task could have 
involved numerous parties. Management approval process 
often has to go through many levels. This is particularly 
obvious when a new service or new task is being introduced. 
Even if approval is obtained, the coordination work 
among different departments of a large bureaucracy is very 
time consuming. It is not uncommon that a proposed idea is 
repeatedly modified by various parties and the 
implementation schedule is significantly delayed. The slow 
action is a big handicap to the proper performance of 
marketing work in a dynamic environment. 
Such organisational constraint has its direct impact on 
the VideoLink service. The product management team belongs 
to the marketing department. It is responsible for 
marketing work as well as coordination of service provision. 
On the other hand, technical support is provided by the 
engineering department which has its own independent 
management. The service development work is totally 
dependent on them. Thus the product management team has 
little control over service formats. They may put forward 
development proposals but the actual study and 
implementation has to be determined by the engineering team. 
As a result, service development of VideoLink has not made 
56 
any significant progress even though a market need is quite 
obvious. Appendix 4 shows how the marketing and engineeing 
teams are structurally separated. 
,�� 
This analysis suggests that the three constraints of 
the technology driven culture, the monopoly environment and 
the organisation inefficiencies are major underlying reasons 
leading to the perceived weaknesses in VideoLink 
marketing performance. It is believed that such factors 





While the VideoLink market profiles and marketing 
performance have been thoroughly reviewed, the case study is 
not yet complete without the associated strategic 
recommendations. This chapter aims to provide some 
directions along which future marketing strategies can be 
re-formulated. The suggestions are not meant to be an 
immediate nor a complete solution to the marketing problems, 
but it is hoped that they will provide certain insights and 
stimulations. Apart from the practical strategies, the 
importance of introducing a proper market orientation will 
also be discussed at a broader perspective. 
Reformulating The Marketing Program 
Following the analysis of VideoLink market profiles, 
some changes in the marketing program are suggested in 
following sections. 
Identifying the Target Market 
An effective marketing program depends on a thorough 
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understanding of the market environment and the clear 
identification of the target customer groups. Based on this 
knowledge, meaningful marketing objectives can be laid down. 
The previous analysis helped identify certain target 
market segments which are categorized in terms of 
applications. To recapitulate, following segments should be 
treated as prime prospects 2 
Video-conferencing 
It is observed that video-conferencing uses are gaining 
popularity among local businesses. Hong Kong Telephone 
should actively promote this application so that it may 
develop into a standard communication facility of the future 
office. This might require a long term effort but the 
reward can be substantial. 
In the short to medium term, it is believed that 
following types of users should be targeted :-
(a) Large multi-national corporations - they are likely 
to have video-conferencing experience in other 
advanced countries and are hence more inclined to 
understand its usefulness. Their local use of the 
service will also serve as role models for other 
companies in Hong Kong. 
(b) Property developers 一 Many new commercial buildings 
now boast of their advanced office and communication 
facilities as part of the standard offerings to their 
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tenants, such as in the so-called "Intelligent 
Buildings". The video-conferencing capability can 
also be promoted as an indispensable component of 
such modern office buildings. As popularity grows, 
even the existing prime commercial buildings will 
face a need to install similar facilities so as to 
provide their tenants with compatible services. The 
potential for VideoLink is thus greatly expanded. 
Remote Surveillance 
VideoLink has great potentials in remote surveillance 
applications. It allows an immediate, round-the-clock 
monitoring of remote offices/locations. This is superior to 
normal closed circuit TV which has limited transmission 
distance within the same building premises only. Companies 
that are likely to adopt this application include: 
(a) Warehouses - In this obvious application type, 
VideoLink enables the management office to keep watch 
of warehouse conditions. 
(b) Retail outlets on luxury goods (e.g. jewellery shops) 
- V i d e o L i n k can be used as a remote security 
monitoring facility. 
(c) Manufacturing plants/Construction sites - If they are 
located far away from the headquarters, management 
can keep tight control of the works progress. 
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Advertising Industry 
Many advertising agencies and production houses 
perceive the potential benefits of VideoLink in improving 
their working efficiency. Once the service format is able 
to suit their requirements (eg. switchable connections), 
they are willing and able to spend on the service. 
The Product Offerings 
The above highlighted some of the market segments with 
higher prospects. However, it is necessary to modify the 
existing marketing strategies in order to capture these 
markets. One of the important changes required is an 
improvement in the product strategies. This consists of two 
aspects : 
(a) Introduction of switched service 
Switchable connection will greatly enhance the 
flexibility and capability of VideoLink. This is 
important in supporting a popular use of 
video-conferencing and advertising/video production 
application, both of which require flexible 
connection since users often need to communicate with 
different parties at different time. For a 
comparison of fixed and switched connections, the 
respective configurations are shown in Appendix 5. 
It is expected that the use of switched service 
exhibits a snowball effect. As more companies are 
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linked up to the VideoLink switching network, other 
companies in frequent contact with them will be 
motivated to use the same service too. These 
companies may be their customers, suppliers or 
competitors. 
When a rising number of companies make use of a 
new type of communication facility, other non-users 
will feel an increasing need to keep themselves in 
pace with the technology progress. Switchable 
connection enables VideoLink service to develop this 
networking effect. Once a certain critical mass 
level is reached, the number of users is likely to 
grow sharply. This is similar to the rapid expansion 
in the use of facsimile as observed in inid-1980's. 
It is envisaged that if the current fixed connection 
limitation persists, the VideoLink service will 
continue to be used by a handful of big companies or 
multi-national firms only. 
(b) Provision of lower cost services 
This is the necessary means to expand the 
VideoLink service beyond the top end market• 
Alternative service options employing lower speed 
transmission circuits can be provided at lower cost 
and hence cater for the need of price conscious 
customers. 
These service types allow the transmission of 
quasi-full motion pictures or blac]c-&-white images 
only. Nevertheless, they are adequate to meet the 
needs of most users requiring remote monitoring 
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capabilities. They include various business types 
such as jewellery shops, warehouses, manufacturing 
plants, construction companies, etc. The lower cost 
service would enable VideoLink to penetrate this 
large market segment. 
The Promotion Mix 
Apart form poduct development, a reconsideration of the 
promotion strategy is also desirable. An integrated 
marketing communications approach is preferred. Elements of 
the promotion mix need to complement one another to deliver 
messages to the target market effectively. The company 
should conduct more thorough research and adopt a well 
coordinated plan that is tied in with the selected 
objectives. Following are some intial thoughts on improving 
the promotion effectiveness : 
(a) It is advisable to hire a professional direct mail 
agency to compile target list and work out methods 
that improve the direct mail effectiveness. Results 
should be properly measured so that performance can 
be enhanced in subsequent mail shots. 
(b) More publicity can be done on the new adoption of 
VideoLink by major customers. They will serve as 
good and successful application examples to other 
potential users. This will eventually help to build 
up the popularity and growth momentum of the product. 
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(c) Different promotion means should be used in an 
integrated plan. For instance, direct mails can be 
carried out in conjunction with other promotion means 
such as trade shows. 
The Sales Strategy 
There is an obvious need for a proper reformulation of 
the sales strategy. 
(a) It is necessary to assign a specialized sales team to 
take charge of the sales work. VideoLink is a 
sophisticated product that requires much personal 
sales effort as well as an advisory support to the 
potential users. These functions will be better 
performed by professional salesmen who have the 
skills and the dedicated effort. The sales team 
should concentrate on the sales activities and 
develop an organised sales plan in accordance with 
the marketing objectives. 
(b) In conjunction with this, an effective sales 
incentive scheme should be devised. Call plans and 
sales targets should be set in advance. Suitable 
level of incentives, such as sales commissions, 
should be awarded according to performance. 
(c) Sales plan and targets should be developed based on 
the overall marketing plan. They should correspond 
[ ^ 潘 T ：^  • » “ .. J 
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to the targeted market segment and complemented by 
necessary promotion support. (eg. trade shows, 
direct mail, etc) 
(d) The product management team needs to give full 
support to the sales staff. Adequate product 
training is essential. Salesmen should also be 
clearly informed of the marketing plan and 
objectives. Review meetings between the product 
management and the sales staff should be held 
- regularly so that both are updated with the latest 
market situations and, if necessary, strategy 
revisions can be made. 
(e) Live demonstrations of VideoLink capability to the 
potential customers should be used as far as 
possible. This is much more powerful in impressing 
the audience and convincing them of the service 
benefits. 
Establishing A Marketing Orientation 
It should be emphasised again that the above are only 
some of the proposed strategies that help to improve the 
VideoLink marketing program. They do not exhaust all the 
possible solutions, nor will they be adequate to provide a 
fundamenatal answer to the encountered problems. 
As discussed in the last chapter, the core of the 
observed marketing ineffectiveness is the absence of a 
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market orientation in the company. The traditionally 
technology driven operation and the impact of a monopoly 
business have prevented the adoption of a proper market 
driven -perspective. The ultimate solution will then be the 
establishment of the market orientation as the guiding 
business philosophy. 
Taking a broader perspective, such a market driven 
approach will, in general, entail following steps in the 
execution of the marketing functions : 
- Comprehensive and systematic analysis of the market 
environment. In-depth market research will be carried 
out when necessary to enable a better understanding of 
the potential market, so that the real market needs 
can be addressed. 
- I d e n t i f i c a t i o n of the target market and the setting of 
clear marketing objectives accordingly. 
- S e l e c t i n g the suitable mix of marketing strategies to 
achieve these objectives. 
- D e v i s i n g an action plan to guide the actual 
implementation work. 
- C o n s t a n t l y keep monitoring market changes and 
gathering feedback on the marketing activities. 
Regularly evaluate marketing progress and revise the 
plan when necessary. 
It has to be admitted that to firmly establish this 
market orientation in Hong Kong Telephone is not an easy 
task. There will inevitably be a strong inertia against 
changes in such a large and old organisation. Nevertheless, 
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this problem has to be dealt with in order to ensure the 
long term success and development of the company. This is 
particularly important in view of the upcoming market 
challenges in the rapidly changing telecommunication 
industry. 
A co-ordinated plan is essential to achieve this 
objective. Here the writer would like to suggest some 
possible steps� 
First of all, company management must have the 
determination to create this market orientation in the whole 
company. Initiative has to come from the top. It is 
advisable to form a steering committee that comprises 
members from the senior management to formulate a coherent 
program and look after its execution. External consultancy 
should also be sought to provide more objective analysis and 
fresh ideas. 
The customer orientation need to be emphasised in all 
of the company's operation. This is not limited to 
departments directly involved in customer services, but 
should be extended to all supporting departments such as the 
engineering and operations branches. staff have to 
understand how their work ultimately link to the fulfilment 
of customer needs. They also need to be informed of the 
changing market scene and the potential competitive 
challenges to the company. 
Objectives and implementation plan of the program are 
to be clearly stated and communicated to all staff. Various 
channels can be employed to improve the communication 
process : 
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(a) Organise training workshops and seminars to educate 
the staff about the need to switch to a new market 
orientation, and the associated behavioural changes 
.expected. The staff need to be explained about the 
new development in the local telecommunication 
industry and the potential threats brought by it. 
The significance of the market orientation will then 
be more easily understood and accepted. It is 
necessary that all management and supervisory staff 
have the chance to participate in the 
workshop/seminar. 
(b) Due to the large number of employees, it may not be 
practical for every staff to attend the workshops and 
seminars. Video films should be produced and shown 
to all staff to promote the subject. Information 
booklets about the program can also be distributed to 
every member of the company. New recruits to the 
company should attend orientation sessions that help 
them understand the importance of the marketing 
concept. 
The company should place more attention to customer 
feedbacks. Channels can be established for customer service 
and sales staff to report market information and customer 
feedback to the management and the relevant marketing teams. 
Consumer research and user surveys need to be conducted more 
frequently to develop a better understanding of the market 
needs. 
Courses on marketing training can be provided to all 
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management staff, including those working in non-marketing 
functions. This is to expose them to a marketing 
perspective and to help them master the basic marketing 
skills. From time to time, external marketing professionals 
can be invited to speak to the staff so that they can gain 
fresh insights. 
Some structural changes of the organisation may be 
desirable. The role of marketing and sales functions should 
be enhanced. The product management team need to be given 
the due authority to oversee the marketing and product 
development work. On the other hand, this have to be 
accompanied by the necessary accountability. Reward should 
be more closely linked to an individual's performance. 
Finally, it has to be emphasised again that the company 
management must take the overall initiative to introduce the 
market orientation to the company. The management 
themselves should of course adopt this market driven 
approach in their daily work. Establishing a new corporate 
philosophy is certainly a difficult as well as long term 
exercise. The management must have the patience and 
determination in order to achieve a success. 
It is worth noting that the senior management of Hong 
Kong Telephone also begins to understand the importance of a 
marketing concept to their business. They are in fact 
sparing no effort in getting this message across to their 
staff. A company-wide "VISION" program was introduced about 
a year ago. The objective of this program is to develop 
throughout the company a common understanding of the 
challenges in the future business environment and to 
establish a unified direction for improvement. The impact 
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of market forces is emphasised in the program. The staff 
are warned of the coining challenge of increasing competition 
in the telecommunicaiton industry. One major goal of the 
Vision program is to build up a customer orientation in the 
whole company to cope with such changes. (Some additional 
information about the Vision program is contained in 
Appendix 6). 
The market driven approach has been adopted as one of 
the main themes in the Vision program. Whether Hong Kong 
Telephone is successful in building and maintaining it 
still remains to be seen. Nevertheless, the company is 






Hong Kong Telephone has been highly regarded for its 
success in providing a reliable and high quality service. 
Through its continuous development in the previous decades. 
Hong Kong now boasts one of the world's most advanced 
telecommunication network. A variety of sophisticated 
services are now offered to the market. There is little 
doubt that Hong Kong Telephone has the technical capability 
in keeping itself a forerunner in the telecommunication 
industry. 
An engineering strength however does not guarantee a 
successful business. Equally important is the adoption of a 
proper market orientation. It is in this aspect which Hong 
Kong Telephone needs improvements. Being a traditionally 
technology driven public utility, which has also secured a 
monopoly position in the market, it is no wonder that the 
company has limited appreciation of the modern marketing 
concepts. Its business operation very much stays in the 
old way. The company works hard to provide a good quality 
product, conducts some routine promotion, and then expects 
the business to grow. What is lacking is a systematic and 
analytical approach to identify and address the market 
needs. 
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Because of the company's monopoly status and 
established customer base, it has little problem in 
maintaining a good business in basic telephone services. 
Impacts of the marketing ineffectiveness only become obvious 
when new services are being introduced to the market. Even 
a useful product may find great difficulties in building 
up market acceptance and realising the anticipated growth 
potential 
The present case study on the marketing of VideoLink 
illustrates how a lack of marketing concept affected the 
conduct of the marketing functions. Improvements in a lot 
of areas were recommended. These include the need for a 
itiore comprehensive and systematic market assessment, clear 
identification of target market segments, setting of clear 
marketing objectives, and devising the suitable marketing 
strategies accordingly. Besides, these activities should be 
an ongoing process so that the marketing plan can be 
continuously improved. 
The writer believes that it is the general adoption of 
a market orientation throughout the company that ultimately 
answers the marketing problems. The role of the management 
is to develop such an understanding in the company and to 
practice the marketing concept. It is good to find out that 
Hong Kong Telephone has also embarked on this important 
task. A corporate Vision program, which emphasises the 
market driven environment, is being implemented. The 
impacts may not be felt immediately but they are certainly 
making a good start. 
This VideoLink case study has its implications to 
other companies too, particularly to those businesses 
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characterised by a traditionally technology emphasis or a 
monopoly status. These companies will likely encounter 
same types of marketing problems as Hong Kong Telephone. It 
is believed that a proper market orientation can similarly 
benefit their business by guiding the companies towards a 
better performance of their marketing functions. 
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APPENDIX 1 
USER INTERVIEWS DISCUSSION GUIDELINE 
Interviews with current and potential VideoLink users are 
held in semi-structured format. Some fixed questions have 
been prepared to provide a discussion framework, though the 
interviewer is free to probe for more in-depth information 
on specific topics when he feels necessary. 
Following are questions in the discussion guideline. 
1. Basic Facts About the Company 
1-1 What is the main business line of your company ？ 
1.2 Would you mind telling us the approximate yearly 
turnover of your company ？ 
1-3 How many employees work in your company ？ Are they 
located in one single office or in separated 
offices ？ 
2• Telecommunication Requirements 
2.1 What kinds of telecommunication facilities are you 
using for : (a) internal communication and (b) 
external communication ？ 
(e.g. fax, private leased circuits, public data 
network, video-conferencing, etc.) 
2•2 Approximately how much does your company spend on 
telecommunication services every year ？ 
2.3 Do your find a need to install additional 
telecommunication facilities to improve the internal 
and/or external communication ？ 
3. About VideoLink (Questions for non-users) 
3.1 Have your ever heard of VideoLink before ？ 
If yes, from what source ？ 
3.2 Can you think of any application of VideoLink in 
your company ？ 
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3.3 Do you perceive any potential problems with such 
applications in your company ？ 
3.4 Do you think the price is reasonable , or too 
expensive / cheap ？ 
； - r . . 
3.5 Will you seriously consider the installation of 
VideoLink for your internal/external communicaion ？ 
3•6 Will any form of improvement in service 
format/capabilities make VideoLink become more 
useful to your company ？ 
4. About VideoLink (Questions for current users) 
4.1 Through what channel did your company first get the 
information on VideoLink ？ 
4.2 What is your current application of VideoLink ？ 
How often is it used? ” 
4.3 Is there any problems encountered in using 
VideoLink ？ 
4.4 In general, are you satisfied with the performance 
of VideoLink ？ 
4.5 Do you think the price is reasonable, or too 
expensive / cheap ？ 
4.6 Is there any improvement in the service 
format/capabilities desired ？ 
5. Purchase Decisions 
5.1 Which persons in your company will participate in 
the decision of purchasing facilities like 
VideoLink ？ 
5.2 Apart from the applicability, what are the other 
general factors considered in making such purchasing 
decisions ？ 
(e.g. price, cost savings, technical problems, 
convenience of usage, flexibility, popularity, etc.) 
6. Any other suggestions or comments. 
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APPENDIX 2 
VIDEOLINK TARIFF SCHEDULE 
Monthly Connection 
Rental Charge 
One-way : 1st service $4,500 $10,000 
Subsequent service $2,000 $3,000 
Both-way : 1st service $6,000 $10,000 
Subsequent service $2,500 $3,000 
Notes : (1) A minimum service period of 18 months or 6 
months applies, depending whether fibre cable 
is already available at the customer premises. 
(2) Charges quoted are for each end of a VideoLink. 
Hence, the above prices should be multiplied 
by two when calculating the cost of a normal 
connection with two ends. 
(3) The prices apply to all locations currently 
served by Hong Kong Telephone's cable network. 
(4) There is no additional usage charge. Customers 
can use the circuit 24 hours a day. 
(5) If the circuit is connected to the 
international network, relevant international 





CUSTOMER PROFILE ANALYSIS 
(A) Industry Types of VideoLink Users (as at 28/2/91) 
Company No. of No. of 
Type Customers Circuits 
^m mmm ^m ^m mm mm ^m mmm mmm mmm 
a 
Business/Professional 22% 23% 
Services 
Financial Services 17% “ 18% 
Media 22% 20% 
Public/Social ii% 12% 
Organisation 
Retail 11% 6% 
Trading 6% 3% 
Utility 11% 18% 
100% 100% 
(B) VideoLink Application Types (as at 28/2/91) 
No. of 
Application Circuits 
Remote Monitoring 9% 
TV Broadcast Transmission 29% 
Video-conferencing 3 5 % 





ORGANIZATION STRUCTURE OF VIDEOLINK TEAM 
Senior Management 
八 / V 
(Service Branch) (Engineering Branch) 
Business Telephone Transmission 
Services Division Division 
Manager, Executive Engineer, 
Network Service Department Wideband Department 
‘� 't 
Product Manager Senior Engineer 
八 f 
Product Controller Engineer 
[ P r o d u c t Management ] [ Product Development ] 
[ & ] [ & j 
[ M a r k e t i n g Work ] [ Engineering Support ] 
> V 
: Reporting Channel 
78 
APPENDIX 5 
VIDEOLINK SERVICE CONFIGURATION 
COMPARISON OF FIXED AND SWITCHED CONNECTIONS 
(A) End-to-End Fixed Connections (Current Service Format) 
User B ^ ^ User D 
For N users, number of fixed circuits required for all 
possible VideoLink connections is N(N-l)/2. 
(B) Switched Connections (Proposed Service Format) 




Z Network User B user D 
For N users, number of switched circuits required for 
all possible VideoLink connections is N. 
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APPENDIX 5 
HONG KONG TELEPHONE 
CORPORATE VISION PROGRAM 
The senior management of Hong Kong Telephone initiated 
a Vision program in 1989 in response to the changing market 
dynamics in the telecommunication industry. it is a 
statement of future objectives that provide directional 
guidelines to the company's development. Specific goals and 
action programs (e.g. Total Customer Service project) have 
been developed to implement this Vision. 
The Vision Statement 
"We are committed to grow into the next century by 
providing existing and new telecommunications services to 
meet customer needs for value, reliability and availability 
anywhere in Hong Kong. 
We will cooperate with all parts of the 
telecommunications industry to maximise the value of the 
industry to Hong Kong. 
Recognising that this Vision can only be achieved 
through people, we will develop ours skills and attitudes to 
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